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ABSTFACT
This publication discusses a school evaluation model

developed by the Center for New Schools (CNS) for use in evaluating
Cleveland's Nev School. Section 1 describes three key p ciples that
underlie the CNS model and discusses the rationale behin each of -

those principles. The three principles include (1) facilitating
community participat,ion in school evaluation, (2) using a formative
evaluation approach that encourages school improvement,,and -(3) n.ssing
an eclectic multimethod approach to evaluation that employes
carefully trained and supervised participant observers. The fi 1
section presents,a step-by-step outline of the Bork plan for
implementing CMS evaluation model at New School. (JG)
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THE CNS,SCHOOL E LUATION MOD
#4, .

The CNS model far evaluating school.proframs evolved, )1T1 the experience of the

-Executive Associates in evaluating educational programs in the late 1960s. As part of our

work in- estobl is

reseorc program an that hocil.. As described in the pr

ro High School, we develoOed aTi

the analysis of the Metro

to evaluate new schools

implemented a very intensive

al, we or now completing

ata collected over a.two year pe iod. When we received requests

w,cnew that the Metro model was too expensive. The CNS model

for school evaluation, then, is built upon the research principles of the Metro evaluation,

modified to meet the resources of schools, in a manner Consistent with CNS ideas about how

CNS con be effective in promoting change. As we described in the proposal, we see this
.

model 'as an evolving one to be refined by octua perience in terms of using it in the field,

and by:Subjecting it,to criticism by pa itionilts and researchers. The following description'

is of the Model as we ore Applying it toiflew School in Cleveland at the present time. The/
first section describes the rationale behind three key prinCiples of the model and the-second

section describes the specific steps. Our work in using the rnclilei atNew School' is progressing

on time and very successfully to date.

ng Principles

Thr principles underlie-the e' mo
_

el.:
_

,

of the community being looked at or active in deterinioing what issues
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and processes should be concentrated on. Their participation in the

. inquiry process is also important as it reduces costs and increases the

participants"- capabilities to perform continuovs evaluation functions

which they normally are dependent on outsiders for.

2. Evaluation as Formative Feedback.

Information about how and whysomething happens is more useful than

information that simply indicates that it did happen 'Information

should be gathered in a way that facilitates the community's use of

the data and as quickly.as possibl'e.

3. The Eclectic Multi-Method Apprcach to Evaluation.

Sensitive and useful information about a community is most likety to

result from an eclectic approach to methodol y hichrfocuses on the

problems to be solved and which gather's strength from a variety of

,.pethodologies.

I
1. School Community,as Co-Evaluator.

.1

Evaluation attempts often falfvictim to the obstacles of either too much inside perspective

_

or too much outside perspectnie. The- internal evaluator without external perspective often

becomes too caught up in ihe dajly reality of the organization to see the emergence of
* /

portant,queitiats-, He is o n oversocialized to the norms and mores of the community. His
- "r

*Throughout this proposal the.maie. pronoun is used for convenience. There is no assumption
about what sex the people should oc4uolly be.
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attempts to evaluate often turn into solidarity statements reaffirming th values and practices '

of the community.

The external evaluator suffers from other severe problems.. T

,,slort time, makes some mebsuremelits, leaves, and writes a report.

derive from a superficial under'Sfanding of the school's goals or it may

ically, he comes for a

What he looks at may

derive from his own

the richnessbf what goes on, and that the evaluation is not very useful. The evalbator is

phanfies about what is-important. The usual reactions of community members to this-kind

of evaluation ate that the important issues were not inspected, that the evaluation misses. _

seen at best as a complete outsider and at worst as a hostile judging invader. The eval-

uator's ability to interplikevents and his access to information are limited by these per-

Most school evaluation in the past has been done by external evaluators, w

of achieving an objective judgment of the program's worth. This hope has keen a

. ;

recently by several social scientists. This recent ctiticism suggests that the'search

i.th the hope

ttacked

for

"objectivity" is elusive at best, and that even the choice of working from an "extern
.

" is a value loaded act (eg-:- Bruyn, 1966).

al

The Center for New Schools tries to establish its role somewhere in between. We believe

that a fruitful evaluation must be conducted within the framework of the community's val

Otherwise it is unlikely that the evaluato will be.able to analyze the'community on its

arms or give the community usefI information.

The error of oversocializatioty must be avoided. The evaluators, while working within

ues.

the value commitments of the community, must maintain on identity separate from direct

community participants. They must stay somewhat apart in.orcler to provide an outside per-

spective that can help the community.

5
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Center for New Schools staff, for example, have had extensive experience participating,

in and studying schools similar to New School. These schools, while sharing many of the

some goals and process commitments as New School may have had different experiences. The

evaluators use this richness of past experiences, then, to add to the information that comes

directly from New School.

We plan to establish this insider/outside'r 'evaluation and to facilitate the community's

participation as co-evaluator through the following steps. CNS,wiwill mataninitidl field

visit of several days to New School. During this visit we wiiseek out the stald and unstated et,

concerns of the community. We will conduct-informal interviews of alt segmeets Of the

community, \isten to the concerns expressed in conversations between community members,

observe the f rmal and informal activities of the participants, and generally try to under-
.

stand the spiri of the community.

. Only after,this initial acquaintance process can we tentatively identify several subs'tan-

tive fcrei fOr the evaluation. While these issues will come directly from the concerns of ctn-
.+

munity members themselves, they might include for example the folloWing questions: _What

goals is New School successfully chieving? Whyais New School successful with these goals

-sand less successful with others? hat problems exist in the school? Why do these problems

'exist? How are various kinds of students (teache;p dealing with counseling groupS, (or any

other program element)? ikreitudents leoming in New School? How is information about

the schoOl Communicated within the community?
1/4

Another way-the joint evaluator relationgthp is proted is through the use of cc\mmunity

members as information gatherers wherever F:;:,ssible. Members 'have a wealth o'f.backround

experience in the\community which faCilitates their accbss ii*-formation. They have rap-
A .
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port with other members which an outsider would have to spend much time building. ,Similarly,

they have kn8wledge pf the 'language and concrete experiences of the community which serves

asp backdrop to whaf people say and da.

,TheieforekGNS involves community members in .the entire information Collection process.

We consult with members in the design of questionnaires and interview schedules. In most

cases, community members administer these instruments. The use of participant obs.ervation

similarly guarantees the active participation of th) community in ''the c011e&ion of information.

WA train and support the co-evaluators so that they will be sensitive to the information_

they gather and can avoid the dangers of oversocialization. We co-ordinate and supervise

I
e.

these people-offering help where needed and constantly providing perspectives to enrich the

data gathering. Finally, we monitor the dilita being gathered and provide guidance far changed

focievhere necessary.

2. Evaluation as Formative Feedback.

The usual approaches to evaluation of educational settings have concentryl4ed on what

is called summative evaluation" (Bloom, Hastings, and Maddaus, 1972). In this model,

certai output variables are specified and measured at the end of some period. The evalua-

ion attempts to "sum up" the accomplishments or lack of accomplishment.

Several" deficiencies can be noted with this method. The information often comes tot

late to help the people in the setting to improve-their programs. Furthermore', the method

of gathering information is not designed to provide assistance.

attempts to tell to what degree various goals were achieved, but it r
1

about why or how those levels were achieved. Also it does not usuall give any indication

gives any clues

of w different gtoups of pen le reacted to the'program.,

7
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"Formative evaluation" is an alternative approach. its intent, in addition to providi

information about effects, is to generate insights, helpfulaSo the organization, mg the

process of evaluation rather than just at the end. Also it is designed-t ather a kind of

detailed information that is linked close enough to the daily reali y so it becomes of immediate

use to people in the setting.,

CNS promotes formative evaluation in several ways. A primary hope is that the evalu-

ation will stimulate an organizational self-study process,that continues beyond the formal

involvement of/CNS.

Many of the processes described inthe previous ction also support formative evaluat

The co-evaluator relationship-encourages the mmunity's willingness and eagerness to use

the information gathered.-.The initial visit stimulates community members to increase

their critical thinking about the r activities and reactions. Individuals in schools like New

School. are-tor.0y introspective about their organization long before formal evaluation starts;

the visit of an outside agency like CNS encourages this indigenous process, gives tools and

assistance'to aid in the methods, and gives a frarriework to organize the prbcess and make it

comprehensive.

The use c4 commity members to formulate questions

that there will be immediate feedback loops estayi lelectin

experience Commrity members gain in the pracess ill be

and to gather information guarantees

the community. Furthermore, the

useful for the evaluation that con-.

tinues after the end of the CNS fc\rmal involvement. The use of participant *ervation as a

principal method d1f study\jikewise guarantees immediate feediyask to the community,. Suc-

cessful
.

participant servation requires constant interaction with community members.
'

CNS wild insti to formative evaluation in two direct ways. During the period of in- .

volvement, we will .run two feedback workshops with the community. .Based on emerging

-



insights, we will attempt to stimulate thought and action designed to help members move

toward their go s: 'Finally, CNS will write its reports with the aim of/serving the school .

in its further rowth and development.

3. Eclectic ulti-Method.Aroach to Evaluation.

Most research and evaluation in education has been based on an analytical 'model .

borroWed from the physical sciences, In this approbch, the evaluator decides apriori what

the relevant.variables designs tsbjective methods of assessment which purposely ex-

elude all- su ectivity, applies these methods avoiding any kind of relationship, with the

people involie , onsetiVe-n\withdraws to make his conclusions. Both theorists and practitioners

have b:yn to-attack these ethods as missing the most important aspects'bf an educational

prfrgram. As an alternative
----'

field studies. (Scott, 1965.)

One co laint about the us

ey oppose methods long usedin anthropology and soci

methods is that they are too aftifici Roger Barker

(1968) and his as kites have shciw that human beingsis affect

Much behavior is shaped by sietkand sotial-context pf an activity. Methods such

by their surroundir6s.

Vas questionnaires, tests, and interviews, give limited kinds of information because.they create

their own context not necessarily related to the programs under study. Barker proposes natu-

ralistic observation where what people say and do is'observed in its real context with the
/

evaluator being as unobtrusive as possible. Educators tuck as Phillip Jacks, (1968) and

Louis Smith (Smith & Geoffrey, 1968) have shown that this approach is expeCially important

in educational settings.- The usual designs have missed. the complexity and interrelationships

that become apparent when one observes these settings:wholistically.

Another.complaint about traditional evaluation is 'that the search bjectivity forces

the evaluator to neglect much that is important in understanding what happens in an organi-

9
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zation. Philosophies of social science uch as Bruyn (1966) a

assert' that the meanings that pe le attach to goals and even

about them are often excluded in studies where all the varia

Glaser & Strauss (1967)

side. Methods must be used which allow the community's mean

AnthfopOlogical and sociological field studies (some' 'call

modesl for 141e methods.

the ng they have

imported from the out-

s to guide the exploration.

"qualitative") offer the best

A lication of these qu tative methods to edOcational evaluation has been rare in the

. The traditional que(ntitative method of evaluation ave been very popular because they

are simple to design, latively inexpensiv4 to apply, an give alluringly simple results.'

Those, however, who want evaluation which does not do violence to the daily reality and

which is useful to those actually inyolve n the organization are not satisfied with conven-

tional evaluation approach.

of their orgdnizotions.

They ant the kind of evaluation that pays heed to the integrity

CNS ha deve ct---;e(;1 an eclectic multi-method approach to evaluation of new school

'grams. The approach is eclectic in that the

of the evaluation. Methods have then been

first question that is asked is what is the purpo

designed to gather information that is cons,

,witcl that purpose. Established .research designs tecnniques are usecLke insure strengt

reliability orthe approaches used, and not as...the predicator for tho

we have developed an approach that relies on several 'Tie hods of in

multi-method approach 1provides greatIr richness of data,
11

,between the approaches. Our plan for New -Sch

views (formal and informal), and participant
.

tion is resented in the next section.

nclvd

appzoache

ation co

eliabuilt

sting questionnaires, int r-

ation. The,d= ailed plan for the ev lua--

rticipant obse ati n is,seen as key and since

it is_the most unusual of the- severs approaches., we will describe our ritignale for using it

444
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below in more detail. The methOdological featyre of most importance.to/our app9ac

however, is the combination of several methodologies

Participant,observation serves as a key backdro 'or the whole evaluation of tht(pro-
,

gram. We plan to use a half time participant ob rat New School' during e valuation

period. Researchers in the past have found rticipant observation is the single best

approach to naturalistic study and, to ins ring t'hat,the eval

ings of the community being studied.

on stays in tune' to the mean-
,.

.
The participant observer, combines the 'insider/outsider perspectides., He loins a corn-

1.

munity and attempts to undergo, experiences much as participants would. He becomes part

of the formal and informal activities of the school,. He watches what happens, he listens

-
to what people say, he becomes trusted and experienced enough so that participants feel f ,

.

comfortable sharing their inner reactions with him, and he asks questions which stimulate

these reactions. At the same time;, he guards-agaInst becoming f000 much an insider. Throiigh-,

/
special techniques; he guai-ds against over-socialization. Similarly, he makes sure that h

does hot adopt the perspective oilliPty particular group in the school. He daily recdrds his
'

observations and reactions in a way that faeilitotes their use in fater.analysis. (The metho+

dolog5 participant-Observation is too complex to describe fully hkre; for more details set

McCall & Simmons, 1969).

. CNS has had experience in the past using participant observation in evakiatingbalternative ,
.

t . , ,

train /and
`

schools. We will supervise`the perticipdr* observer in tht use of these methods. In
- .

addition we will for the information being gathered to help interpret infor7tion fathered

by other methods, t guide future data gathering, to reflect emerging concerns of the.com-

munityand to pr vide forrnatixe feedback ,to the,commuhity. The participant observer by

eP



o
the special natareof his insider-outsider rOle Constantly provides formative feedback in the/ .

questions he asks and by his very', presenice which

.
In these/Ways participant observation serves e purposes discussed in the prevk

7,

imulates he community to be intro ctiv .
.

o s ctions.

0

ark Plan for_&aluation_of New Sc

Activities to be carried gut.

1. Definition of itsues.

Task:, Define the major issues for the,evaluation. NS Evalucrtion Committee:wil
arrange a series of meetings with staff, students, .and admi istrators to itien-

-tify key issues. CNS will conduct interviews and some in ormql observation .
to alko identify issues. Tlie'4aluation Committee and CNS will meettin
two sessions to compile the final list.,

1st Site Visit. Oc,

2. Agreeifient on Evalu Piocedures. lsj Site Visit.,

Task: Decide on whatmethods will
, information. Meti-idds'of inqui

with research principles, and
'physical logistics, and, other c
ale, has definite judgements on'what
past experience. Decisions are mode

e used to collect, analyze and disseminate
y shoul'd be developed that are consjstent
hich meet local needs in ,terms of cost,,

ts. CNS,.ds described in the ration -
efhods are crppropriate bQd on our ,
y,CN and.th% Evaluation Committee.

. ,
3. Preparation of Interview and Cliestionnaire Schedules.''

C

Task: Prepare instrurnen
CNS, conferrin
instruments and pro
analyze information.

0

at will be used to collect and analyie thebinformation.
ently.with the Evaluation Committee, develops the

(lure's that will Ipe used to select respondents, and

e
4. Initial Training of Interviewers and Participant Qbserver, 2nd Site Visit.

e .. ./
Tack: Train'participant observer and program participanit who wilkbe colI ting

,information. (Participant observer' applicants are scttened by the alua-,
Lion Committee and formally selected by CNS.) Training 'of,int viewers
to actipinister interview includes a pilot' inter,liew adtinistere by eac
interviewer'.1 This Orocess also serves as a pre,-test,(O the i . The

. pa anrticipt oberver is trained- on site,during.,the f. tit.
1 ..--

# ,1
,

,
, .,

. 'Follow-up
.

raining of Participant Observer and Training af EValuation Committee
,

' inlInitial A lysis Procedures ite Visit (2 days). -0,

;
0

l

-...

cj'

12
0

k

r
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Task: Folic:Ai/ up on-site with the Partic'ipant Observer in terms of problems
he is facing. Train evaluation committee in procedures to analyze in-
formation collected from 5.

-6. First Collection of Informatioand Par.tidipant Observerjegins Work.

77.-3faff---Workshop. 4th Site Visit.

Task: Prepare workshop based on pertinent inforrnatieh for staff to donsider.
Informatiorrto be presented comes from both.analysis of interviews and
froin observations of the Participant Observer:

8 Second Datd Collection.

ecrin_or......tion that will indicate cha
'perspectivei about -the prograrn'and their
second data collection is bililt around the
used in the first.

i
9. Program Participant Analysis of Nita: .

C-

es in participants skit Is,
icipationin its The

same oesimilar instruments -

4

Task: Akalyze information fionCreCond data collectionsand of 'differences
between the two geriods of.time. Report forwarded to CNS.

10. Rr e pa rati on of Second Staff,Workshop and of port to School Board..

.
Task: Prepare a workshop that relates to the issues faced brstofkand program

-participants, based on information col letted._Prepare forn7-1--report -fdr
Board of Education. , '

.
-..

11. Present Workshop.

12 PrOvide continuing support and coordination during protess Ol"eyaluation.

13'. Second Year-Follow Up.

S

. -.

\-11
.

Task: ovide program participants with support as they take or almost tut I...\
re ponsibility for continuous self-evaluation, based on the training and
procedures of the first year. As desgribed in the Rationale, CNS works
to insure that the schoolsu.sing this model develop their own capabilities,
rather than remain dependent. , .

..

p

,:,

.1 3

41,

S.

r

P.



) REFERENCES- IN RATIONALE

L

Barker; R., Ecologicid Psychology, Stanford University Press, Palo AA, 1968.

Bloom, B.; Hastings, T. and Madaus, G., Handbook of Summative & Formative.ivaltiation
McGraw- dill,, New York, .1971.

Bruyn, S., Human Perspective in Sociology. PrentrrceHall, Englewooki Cliffs, 1966.

_4°1'

Bradford, Gibb, Benne, T-Group-Theory & Laboratory Method, Wiley, New York, 196

. Glaser, B. and Strauss, A. Discovery oT GrOunded Theory. Chicago, Aldiog; 1967.

Jackson,.
p

P. Life in Classrooms, Holt, Rinehart & Winston. New York, 1968.

McCall, C. and Simmons, J. Issues in Participant Observation. AdJison- Wesley,
Atew York, 1968.

-,

. .
. .

4
Rogers, C. 's-On Bec4Ing a Person, Houghton - Mifflin, Bqs ton, 1961.

\ ;.. ',.- ,
. . e-

Stott; W., "Field Methods in Organizational Research", Handbook of Qrganizptions,"
Rand McNally, Chicago, 1965.

SmithC. 'and G,offrey, Fes, .0 plexitie's of an Urban Classroom. Hol-t, Rinehart, &
" Winston., New York, 1968.

4


